Improving the Leader Development Experience in Army Units
The all-volunteer Army will draw down by nearly 15% over the next four years while the Nation concurrently makes difficult strategic choices defining the Army of 2020 and beyond. Faced with fiscal constraints and a challenging and unpredictable global environment, Army leaders seek the optimum balance between personnel, force structure, and readiness. Regardless of the outcome, the Nation will continue to rely heavily on the professionalism of the Army and the talent of its leaders. To maintain this trust and preserve this capability, the Army must continue its efforts to focus on the human dimension by refining and adapting its approach to developing leaders.
Recently, the Center for Army Leadership's annual assessment of attitudes and perceptions on leader development (CASAL) identified "Develops Others" as the lowestrated leader competency for the fifth year in a row. 1 Just over half of Army leaders (59%) were regarded as effective at developing others by their subordinates. 2 The CASAL further revealed one fourth (22-26%) of those surveyed indicated their units placed a "low" or "very low" priority on leader development activities. 3 Feedback also highlighted varying degrees of leader and subordinate understanding of both what constituted leader development activities and programs as well as individual responsibilities as "givers" and "receivers" of leader development. 4 These trends span multiple years and clearly illustrate a deficiency in the perceived effectiveness of Army efforts to "raise the next generation" in the eyes of its most important audience -today's junior leaders. While the Army has enjoyed a stellar reputation for leader development for generations, the decade of attention and energy demanded by the wars in Iraq and
Afghanistan has diluted our knowledge and experience base of "what right looks like."
The Army must now seize the opportunity to improve the consistency and effectiveness 2 of its unit-level leader development efforts to deliver capable leaders to the Army of 2020 and beyond. This improvement is best achieved through a concerted effort to: 1) increase awareness and understanding about leader development as a process rather than an event; 2) train and educate battalion and brigade-level commanders on both the Army's expectations for them as key leader developers as well as fundamental approaches to enhance their success; and 3) expand senior leader accountability of unit-level leader development programs.
Leader Development: A Process not an Event
Army leader development is intended to occur across three complementary domains (institutional, operational, and self-development) through the lifelong synthesis of education, training, and experience. 5 Reaching a shared understanding of leader development is crucial to subordinates' ability to recognize it when it is happening and to leaders' ability to identify and leverage opportunities to integrate it with everyday activities. Leader development is not the outcome of a series of classes or the product of a sequence of assignments, nor is it the job of one person or organization. It is a continuous process intended to achieve incremental and progressive results over time.
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The CASAL results suggest the lack of an integrated approach as one reason for lower effectiveness ratings as junior officers consider the various leader development activities as isolated events rather than part of an ongoing process of development. 7 As businesses wrestle with designing effective leader development programs, they commonly cite a patchwork of programs inadequately linked to one another as a persistent obstacle to their perceived effectiveness. 8 In 11 In other words, they were
not just about what I could do for the leaders or the unit at the time --accomplish the next mission or get through the task at hand --but instead, what each leader was also doing in the moment to make me better for the long run. As important, each spawned further one-on-one interaction, or mentorship, and contributed to a broader leader development experience spanning two units, multiple duty positions, an Army school attendance, and nearly eight years. Leaders who recognize and approach leader development as a process are able to balance the long-term needs of the Army, the near-term and career needs of their subordinates, and the immediate needs of their unit missions to determine how and when to integrate leader development opportunities in already-busy calendars and schedules. 12 Subordinates (developing leaders) gain the greatest benefit when they understand and appreciate the broader process and are able to learn and grow from each developmental experience thereby readying themselves to accept greater responsibility when called upon. 13 Engaged leaders provide key context throughout the process allowing instances like the two described above to be stitched together, often by the one being developed, to make the leader development experience more meaningful.
Creating Meaningful Developmental Experiences
Ask any successful leader to describe his or her most significant developmental experiences and the result will undoubtedly resemble a list of memorable moments --6 jobs, special assignments, interactions with peers, coaching from mentors, adverse situations, significant emotional events, etc. One commonality between all experiences is likely that each one taught the developing leaders something about themselves.
More importantly, this increased self-awareness almost certainly resulted in personal growth and development based on a change the experience helped them first recognize and then subsequently make to their leader behavior. Gaining a greater understanding of what these high-growth experiences consist of and how they contribute to increased self-awareness is therefore a useful endeavor.
The Center for Creative Leadership (CCL) suggests individual developmental experiences are most powerful when they combine elements of assessment, challenge, and support (See Figure 1 ). 14 Ideally then, the most impactful examples would include an opportunity for some form of assessment or feedback regarding the leader's strengths or skill in a particular area, a challenge or set of challenges that stretch participants, and support for learning and progress before, during, and after. 15 These formative experiences provide essential lessons often in an "on-the-job" context, but always with a combination of challenging variables -time constraints, human conflict, moral or ethical dilemmas, the reality of declining resources, etc. These "crucibles"
forge the development of leaders unlike anything they can experience in the classroom or by reading a book. Similar to trials or tests that corner individuals and force them to make decisions about who they are and what is really important to them, crucibles come in all shapes and sizes. 16 Some might occur over months or years while others may run their course in just a few hours. Leaders can enrich any experience -a training program, an assignment, a relationship, or even a conversation, by ensuring the elements of assessment, challenge, and support, are present. 17 Maximum benefit occurs when subordinates are able to not just "survive" these experiences one after
another, but rather when they can benefit from routine assessment and feedback and the opportunity to learn from and apply these lessons.
A common theme among many of today's leader development programs is to provide young leaders opportunities to learn HOW to think rather than merely learning WHAT to think. To this end, experiences seen to encourage innovation, ingenuity, initiative, and adaptability are generally viewed as not only worthwhile objectives for leader development activities, but also highly-desirable leader attributes. For the past several years, the Army's Asymmetric Warfare Group (AWG) has focused on how to achieve adaptability as a training outcome. They assert it is possible to design training that enhances the adaptability of individuals and teams by introducing opportunities to test and demonstrate their confidence, practice decision making, practice innovative problem solving, and/or demonstrate initiative --all with an awareness of accountability for their actions. 18 In AWG's two-week course, the Asymmetric Warfare Adaptive
Leader Program (AWALP), instructors teach student leaders to design training "at the threshold of failure" in order to enhance adaptability and achieve maximum growth (See Figure 2) . 19 Like the CCL model which calls for a challenging "stretch experience," 8 AWG believes participants should come as close to failure as possible to achieve maximum growth and learning. By adjusting scenario conditions and creating a "sweet spot" between order and chaos and simplicity and complexity, leaders can modify the experience to better align it with the competence and/or developmental needs of the individual or group. 20 Busy training calendars and pre-deployment timelines can force training conditions to one side or the other of the "idealized realm of training" depicted in 
Integrating Developmental Experiences into a Systematic Approach
No matter how well-designed or robust an individual developmental experience or crucible might be, no single event achieves complete development. 21 Development is most effective when lessons from one experience can be linked to, and ideally reinforced by, other experiences. Behavioral change typically occurs gradually, as developmental experiences are linked to one another in the context of a larger, continuous process. 22 Leaders can create a systematic approach to progressive development by exposing subordinates to a variety of experiences over time within an organizational context (See Figure 3) . 23 A key aspect of this approach is the recognition that people do not all develop in the same way. Some individuals can learn different things from the same experience, and some may assimilate key lessons more readily than others. 24 Engaged and perceptive leaders recognize these differences in individual progress and incorporate them into the feedback they provide and the design and timing of subsequent developmental experiences. While the Army offers numerous potential development opportunities, the ultimate objective, and most important job for Leaders successful in applying this approach are more effective at converting the 11 lessons of crucible events into truly transformational experiences that result in growth and improved performance over time. 27 As leaders identify opportunities to integrate leader development lessons across the full range of unit-level activities, they soon realize many of the lessons can be viewed as "teachable moments." Respected leader development advocate and prominent author, Noel Tichy, believes that leaders who approach every meeting, every training event, every job assignment, and every decision with developing others in mind will find teaching and leading to be strongly linked. 28 Tichy further emphasizes this connection by declaring that "for winning leaders, teaching is not a now-and-then sideline activity. It is how they lead and at the heart of everything they do." 29 The result is that leader development may not be something one can see on a calendar or even log the number of hours devoted to it in a given day or week. Instead, leader development permeates the very culture of a unit; embedded in all aspects of how the unit and its leaders approach accomplishing their missions. In the very best units, every day is "leader development day."
Reducing the Disparity between Leader Development Experiences in Units
The consensus among private sector leader development professionals is that 70% of leader development occurs on the job, 20% is the result of their interactions with other people (peers, mentors), and 10% comes from training courses. 30 College, and the National Defense University and focused its inquiries on leader development activities in the officers' last operational unit. 32 Officer feedback indicated a wide disparity between individual leader development experiences --from excellent to non-existent. 33 While the RAND Arroyo team found ample evidence of unit-level leader development activities, there was "no set of activities they could characterize as a standard or typical leader development program." 34 Experiences differed not only between units, but also within units and were based primarily on the attitude, capability, and approach of the commander (primarily battalion/squadron level). 35 Noting this variation, the study concluded that while a "one-size-fits-all" approach to unit-level leader development was not practical or prudent, the unit commander clearly set the tone, developed and shepherded the program, and was most responsible for its perceived effectiveness. 36 Yet study results and junior leader feedback clearly illustrate a wide range in commanders' ability to design, implement, and execute programs and activities that sufficiently stimulate and encourage subordinates. From understanding the broad approach of a good program, to acknowledging the scope of their responsibilities to design, monitor and assess the experiential learning within their organizations, leaders from Captain through Colonel demonstrated a wide range of awareness and abilities. 37 Recent CASAL trends reinforced the Rand findings with many commanders expressing difficulties in implementing leader development programs, specifically needing help prioritizing, fostering, and supporting leader development initiatives in their units. 38 Further highlighting the lack of consistency in 13 both programs and results, CASAL recommendations stated commanders could benefit
from knowing "what right looks like" in terms of designing and implementing a unit-level leader development program. 39 The implication is not that the Army's process for selecting battalion and brigade-level commanders is flawed, but instead that merely being a good leader does not necessarily make one a good leader developer.
Leaders are the product of their experiences. Most commanders rely heavily on superiors, mentors, and peers to help shape their leader behavior and draw primarily upon their past leader development experiences --both positive and negative --as they design and execute their own programs. 40 However, given the disparity in the effectiveness of unit programs and the developmental abilities of the commanders who lead them, there is value in attempting to raise awareness and improve results through subordinates accountable for doing the same. 45 Through their actions rather than merely words, senior leaders must convince their subordinates that developing leaders is good for them in the short and long term and that creating a system of leaders developing leaders is best for the organization as well as the Army. 46 Additionally, senior leaders must consider innovative ways to measure and reward their subordinates' true contribution to developing leaders for the future. As important, and perhaps more difficult, senior leaders must influence the behavior of those leaders seen as not adequately contributing to the development of their subordinates. Jack Welch,
former Chief Executive Officer of General Electric, had trouble getting his subordinate leaders to share his passion for leader development until he started stripping power from those who did not do so. 47 When considering individual leaders for promotion, Ford Motor Company now requires prospective leaders to declare which of their subordinates they have developed sufficiently to assume their position before they themselves are fully considered for promotion. 48 Based on the Army's long-term, process-centric approach to leader development, evaluating the true impact of present day programs and activities is often difficult. It is not hard to imagine how these and other related leader behaviors would expand accountability and result in subordinate commanders thinking more broadly about how they are developing the various audiences of junior leaders under their care.
The well-known studies on division-level leadership conducted in 2004 and 2010 underscore how quickly a division commander's behavior, preferences, and priorities become known down to battalion and lower levels. 49 Some might view these techniques as simply good leadership, but results from both the Rand and CASAL studies clearly illustrate inconsistency across the Army and therefore an opportunity for improvement.
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Leader Development: Cultivating Human Capital for the Army of 2020 and Beyond
Over the past decade, Army leaders have performed superbly while fighting two wars under a demanding operational tempo. 51 Countless examples of valor, integrity, fortitude, and compassion illustrate the talent, depth, and versatility of Army leaders at all levels, but we must not rest on our laurels. As today's leaders ready the next generation to lead the Army of 2020 and beyond, the Army must leverage doctrine and the capability still resident in the force to improve the consistency and results of unitlevel leader development efforts. This crucial endeavor must go beyond merely reinvigorating efforts to ensure the Army continues to develop quality leaders at all levels. More completely, it must be about training great Army leaders to also be great leader developers and fostering an organizational culture where the next generation sees it as a primary responsibility, indeed a duty of theirs, to develop the generation behind them. By increasing awareness of the process of leader development, training and educating commanders to better understand the art and science of designing and executing first-rate leader development programs, and enhancing senior leader accountability of unit-level leader development activities, the Army can improve the quality and consistency of leader development in units ensuring the greatest number of future leaders reap the benefits of a comprehensive and coherent leader development experience.
